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29 August 1974

MEMORANDUM FOR: Director of Communications
Director of Finance ’
Director of Joint Computer Support
Director of Logistics
Director of Medical Services
Director of Personnel

- Director of Security

Director of Training

' SUBJECT : Implementation of PASG Recommendations

1. The new approaches to personnel management resulting from the PASG
recommendations established a Directorate-wide career service and changed
the former ten individual career services into subgroups of the Directorate
Career Service. The Deputy Director, as Head of his Career Service, was
charged with developing policies and procedures for organizing, managing,
and monitoring the personnel operations in the Directorate to best accomplish
Agency objectives and his own requirements. '

2, The senior Career Service Board, composed of the Director of each
Office, was renamed the Senior Personnel Resources Board and charged with
- the responsibility of helping the Deputy Director formulate Directorate-wide
personnel policies and guidance and monitor the effectiveness of the activities
of the subgroups in complying with these policies and guidance. To provide
staff support to the Senior Personnel Resources Board, the Personnel Resources
Committee was established and is composed of representatives from each sub-

group.

3. Each of you, as Director of your Office, is the Head of your subgroup
of the over-all Directorate Career Service; and, at the same time, you are a
meimber of the Senior Resources Board, which is concerned with the over-all
Career Service. Your representative on the Personnel Resources Committee
represents you in its endeavor to develop for the Board action plans for the
following matters: :
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a. Policies, career subgroups and structures most appropriate
for implementing the PASG recommendation that each Directorate will
constitute a Career Service.

b. Directorate-wide objectives and plans to implement the ten
DCI personnel objectives contained in the PASG report.

c. Specific means of implementing the 16 personnel responsibilities .
and authorities of the Deputy Director in the PASG report.

4. Tab A is a work chart developed for the Committee indicating the tasks it
is undertaking and the time frames in which it hopes to accomplish them. Tab B
lists the ten Agency personnel objectives and guidance for accomplishing them.
Tab C provides suggestions with respect to the 16 Deputy Director's responsibilities.

5. The Personnel Resources Committee has inventoried existing personnel
management practices and procedures which are being used in the various career
subgroups. This data is being analyzed to determine what areas need to be
examined in terms of the PASG recommendations. It is not the aim to have
absolute uniformity of personnel procedures throughout the subgroups, but
differences should be considered and a determination made that they are valid
and in conformity with the over -all Directorate personnel objectives.

6. In order to provide recommendations to the Senior Personnel Resources
Board concerning subgroup and Career Service actions, the Committee is going to
need the cooperation of the Office Directors. The Committee believes that a
viable and effective personnel management system for the Directorate Career
Service can only be developed through the participation and cooperation of the
career subgroups. It is realized that each Office Director has a difficult task in
trying to develop a program in his own subgroup which will satisfy his Office's
unique personnel requirements, and then having to participate in the Board's
efforts to implement the PASG recommendations through a Directorate-wide
Career Service.

Chairman
Personnel Resources Committee

Attachments
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"Recruit, with full attention to equal opportunity policies, the best

qualified individuals to fill personnel requirements."

APPROACHES
1. <Consolidate component Advance Staffing Plans

th the Annual Personnel Plan.

2. Promote the use of Vacancy Notices in and be-

reen Directorates.

3. Increase the hiring of professional employees
ont recognized minority groups in order to realize

iroectorete goals as stipulated in the APP,
!

RERN

METHODS OF ACCOMPLISHMENT

1. The Annual Personnel Plan and the Advance Staffing Plan
should be mutuaslly consistent at the time of preparation of
the former.

2. The Vacancy thice system is available to assist the
Senior Personnel Resource Boards in filling their Directorate's
personnel rgquirements.

3. OP will increase recruitment efforts in schools where
there is a la;ge minority representation enrolled, and develop an
ongoing progrem designed to strengthen the Agency's ability to
acquire’minority employees.

To the extent that funds can be made available, OP will in-
stitute;é program to bring selected Black applicants intc Head-
quarters for interview by interestea operating components. OP

will vigorously pursue ninority Co-op applicants as a source for

lincreasing the employment of minorities in professional Jobs in

the Agency.
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Exemine weays of improving the selection

ss, including the possible testing of applicants

pecific occupational groups.
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to the use of specially tailored training and ro’catlon plans as
an integrel part of the employment of Black applicants for '
professional Jobs, e.g., language and area training assignments.

Lk, OP and PSS/OMS have initiated relevant efforts.
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APPROACHES

More systematically plap future personnel staff-

etterns and personnel flows in the Directorate and

ents.

Provide for the continued training and
ications ﬁpdating of employees on duty to
their readiness to meet current and future

ezents.

ApmﬁvedFongba

LI

: L3208 8 SR D R 6 .
* OBJECTIVE NO. 2 "M%Bﬁﬁé\%&%?messs A6V 280 RE RISPEA-DIXBOR0OBD0OIIOYET levels Dy the
' Planning of future personnel requirements, the acquisition of needed skill mixes,

and by the training and qualifications updating of employees (as deemed necessary

to insure their qualifications-readiness for current and future assignments)."

1se 2003/04/29 : CIA-RDP
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METHODS OF ACCOMPLISHMENT

1. The Deputies and Component Heads, with the assistance of

the Director of Personnel as eppropriate, should evaluate their

future work force characteristics and staffing needs in order to

more effectively meet personnel requirements and assure qualified

employees for future tasks. The Directorates can provide

necessary guidélines on potentia; aggregate changes in manpower,

grade structure and requisife skill mix and have an active role

to play in the preparation of the APP.

2. The PDP exists as a major mechanism to serve this purpose,

and is moving from an orientation on executive development toward

\

& more comprehensive coverage of a wider mix of grades and’

occupatién;. For those groups not included in the PDP, an important

role cean be piayed by career counseling within the Career Service

evaluation system. In general, training models or guidances should

be provided for developing the necessary progreséion of skills

and on-the-job experience.
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3. Identify occupational affixﬂﬂﬁf%ﬁﬂzﬁgrﬁ?'%ée 2003/04/29 : GIA-RDPSA.

ency,
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L, - Annually review future component training plans

d needs.
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%0780§0 grsonnel has been asked to modify the

Qualification Record System to facilitate the ready identificatio
of employees having qualifications appropriate to selected
occupational affinity groups. By linking qualifications and

occubations, it would be possible %o enhance both employee

mobility and career development with greater assurance of

sef?ing the interests of botn the employee and management. To
-aid;this effort, each Deputy should be prepared to meke available
individuals he believes particularly competent to Eafticipate in
such studies and who would Possess the knowledge and exverience
necessary to determine the qualifications and skills nceded to me
“various types of requirements.

L, The Senior Personnel Resources Poerd could require each
component to develop training profiles for their managerial offic
and other occupationél groups where training relates closély to J«
performance and employee development. Each Directorate also
reviews training-related information in the APP and PDP whichv
would provide a useful basis for discussions with OTR

representatives.
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OBJECTIVE NO. 3 Aﬁmmmsﬁommluwcoom/mrumghmefsmwmmw?Ctors in the

personnet pleaning and policy processes."”

APPROACHES

1. Implement Directorate personnel objectives.

2. Pfepare Directorate~wide personnel guidances,
verning the performance of ﬁersonnel responsibilities
'd the establishment of career service structures and

Focesses.,
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METHODS OF ACCOMPLISHMENT

1. The Deputy Directors will determine Directorate-
wide objectives and action steps in sﬁpport of the 10 DCI
personnel objectives, and will consider the development of
additional fersonnel objectives for Directorate-wide
epplication.

2. The Deputy Directors will develop Directorate
guidances covering, as appropriaté, the 16 éersonnel authorities
and responsibilities designated in -the PASG Report and any other
personnel aress of concern to them., Priority should be given to
the establishment of needed Directofate guidénces on employee
eveluations, rankings and promotion criteria, and the establish-
ment of evaluation and follow-up syétems to keep the Deputies
continually informed on the effect and merit of their programs

and policies.

3/04/29 CIA RDP84 00780R006000050015-7

iy
L Usa ORLY




rR Tl

OBJECTIVE NO. k4 'Xovter oBen communications in the purpose and operation of importantv

, pproved
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personnel policies and processes by more frequent use of Agency and

component notices."

APPROACHES
1. Prepere Agency Notices or Employee Bulletins on
or persornel Gecisions having generel applicability

luding ections of the CIA Management Committee.

2. rovide a mechanism to survey employee views

comments on personncl management in the Agency.

3. Improve personnel communicatlons in the

ectorates.

.

METHODS OF ACCOMPLISHMENT

1. Important personnel decisions or information about
planned actions that generally affect employees should be
communicated as openly as possible at the ins?ance oflthe
DCI,, the Management Committee, or the Director of Personnel,
es appropriate.

2. The Director of Personnel will recommend guidelines
4o the Manaéement Committee for the:use of employee surveys,
whenever appropriate, as an integrel part of the Agency
personnel system. A .

’3. The SPRB will recommend to their Deputies how the

cormunications system throughout the Directorate can be improved.

f \
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commensurate with their individusl skills and ability."

* APPROACHES S ' METHODS OF ACCOMPLISHMENT

complish this objective through general improve- This is a central objective for the totality of personnel

in personnel management, as no single action programs within a Directorate but it will not be achieved if

s a solution. The pursuit of the other those programs are undertaken in a fragmented, uncoordinated

tives has particular epplicability. fashion. Thus it 45 incumbent upon the SPRB to 'ma.intain an

overview and to provide & coordinating mechanism for the

Directorate programs.
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OBJECTIVE NO. 6 "Administer an employee recognition system in the Agency that uniformly

plishment of Agency

APPROACHES
More closely relate employee recognition systems
omotions, challenging assignments, training, QSIs,
or and merit ewards, oral and written acknowledge-
t, ete.) to achieécment of organizétional
ectives. Pay special atbtention to the possibility
increasing opportgnities for supplementing
ctary benefits with non-tangible rewards in

cgaizing job achievement.
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confributions and outputs 1recgeg to the accom-

and lower-echelon goals."

METHODS OF ACCOMPLISHMENT

Policy on promotions and the use of QSIs is a major topic
of consideration for the SPRB.within the context of Agency
reguiations and policies. With respect to non—ménetary
recognition, the SPRB could be briefed by OP on the
unevenness of past practices and could ask OP to
develop proposals for uniform procedures and guidance within
the Directorate, which may have needs warranting more
detailed consideration thexn providea_by Agenéy-wide
regulations and guidance. ;

4

003/04/29 : CIA-RDP84-00780R00$000050015-7I
ek el WBES ONLY




P EITRY ¥

oarncreia n0. 1 MEBIRYeAEE Rsess ALOAED A RROR QAT BORO0RODOTNI T st o2

professionals as practicable, is planned and acted upon."

APPROACHES METHODS' OF ACCOMPLISHMENT
1. Expand PDP to encompass professional personnel 1. The Director has instructed that PDP needs to be
ow the executive and pre~executive levels. applied in improving the personnel development of professionals

generally. Deputy Directors should be prepared to extend the‘ f
coverage of PDP to all professional and technical personnel,

GS-09 and above, who have the potential for further lateral

or vertical development. '

2. Tully utilize the rotation plans stated in the‘ 2. Deputy Directors shauld monitor the performance of the
- components ﬁhder their jurisdictioﬂfin implementing rotation

plans in the APP,

i
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. in components where advancement room is limited."
APPROACEES METHODS OF ACCOMPLISHMENT
Identify "highly-talented employees" through the The Deputy Directors should instruct boards end panels to
P, ' give special attention to young highly-talented employees

identified in the PDP. As long as these personnel live up

to expectations, Deputy Directors should not permit boards
and. panels to use rigid time-in-grade requirements to pre-
clude the rapid advancement of tpeée individuals even though
promotion sbaces are limited.

As boardg and panels monitor théfprogress of high-potential

employees they should remain abrea%t‘of the ;urrént skills,
knowledges and other characteristiés needed for effectiveness

1 : in key jobs at the senior level.
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OBJECYIVE NO. ¢ ”Be‘c.teza kS

Approve

responsivility for

APPROACHES
Periodic consideré.tion by supervisors of individual
elopmentai training needs (e.g., supervisory review
time of Fitness Reports and Letters of Instruction

eparation.’

Ap'proved For Release 2
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Do ORF s AT AGRE6 kMG E supervisors the

Judging the training needs of individual employees."

Y

i

METHODS OF ACCOMPLISHEMENT

In deciding the specific kinds of training most needed to
develop individuals under their supervision all supervisors
(first line, middle managers and executives) should focus on
(a) career service requirements and (b) employee interests ard
needs rather than deciding upon enrollments as occasions arise.

In monitoring training within £heir Directorates, the
Deputies should examine the relevancy of training experiences to
the subsequént utilization of emplé?ees concerned as required in

N :

"

the FDP.

003/04/29 : CIA-RDP84-00780R006000050015-7 /
oL UEE ONLY




irectorates.

.

APPROACHES . METHODS OF ACCOMPLISHMENT
1. Give priority‘to the establishment and *1. This will be a major respohsibility of the SPRB in
veration of an appronriate evaluation system in the each Directorate. It is recommended that the initial step

.. 2. Develop or expand a cereer counseling program.

. ADWSTIMTJ.VE — L. enn JSH ONLY
OBJECTIVE NO. 10y o TSeEY ¥5¥ RERBRY Ao 310256 R¥TP SRD0TaOROORBb0BBEERS HAL » through the use
' of an appropriate evaluation sy;tem, following Agency-wide policy and guidance.
Dévelop better means of detérmining the possibie use elsewhere in the Agenéy of
those employees whd are Judged to have qualifications for continued employment

even though they are considered surplus in a particular Career Service or

component.

be for each SPRB to be briefed on present career menagement
policies, p;actices, techniques, p;ocedures, and organizational
structure within the Directorate. These will form the basis
for an interim system. The Boardsbwill then need to acquire
a steff capability, perhaps through appointing ad hoc task
groups of compqnent officers, to de&elop for Board approval

\ .
Directorate-wide guidance on promotion and rgnking conforming
to Agenéyflevel gﬁidance. The Boerds should seek to preserve
flexibility of evalustion criiéria among sub;panels when the -
nature of the work is sufficiently diverse bgtweéﬂ occupational

groups as to affect the evaluation criteria deemed appropriate.

2, Each Sub-Career i should be directed to
Approved For Release 2003104739 : GIA-RDPS4-00780R00B0060500 15 % © ued T
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‘as Cercer Counselors. Officers so designated should receive
training in counseling tec.hniques. The existence of the
service and the names of the desigﬁated officers should be
disseminated to members of the Sub;Career Service Group.

3. Develop better inter-Directorate means of re- 3. Qualified individuals surplus to the needs of one

blving surplus, qualified personnel, . , Directorate may be suited to the needs of another., The

SPRB should consider how they might complement the role of
OP in finding useful employment for such individuals within

the Agency.

.
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SUGGESTED ACTION 2

1. Develoo and disseminate uniform . 1. Before esteblishing uniforn criteria

promotion criteria. ' for promoticn, evalustion,

the Senior Personnel Resources

(SPRB) would find it useful to

current cereer management policies,
practices, techniques, procedures, and
organizational Strﬁcture (Boards, Panelg
presently belng used within the DDIAS.
It would also find it helpful to re-
view a cheeklist being prepared by COP
,
on elements to consider in establishing
8 personnel evaluation.eystem.
SPRB could then move to modify
system, as required, eitper on
of reviewing and approving speeific
_ proposals for modification originating
from each Career Systenm Sub -Group
bﬁ'the basis of policy guidelines de-
veloped in ad hoe study teams made up

of Sub-Group representatives, or a rix-

.
.

ture of both-approaches. Whatever
systen is ectablished should seek- to
maintain some'flexibility so that
criteria are established appropriez

FLUINEL " Approved For Releasé Z003/04/29|: CIA-RBP84-A0FBORINBAISONIBT s or 5po
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panel structure and procedurcs to
conduct, at least annually, the
evaluation and ranking of profes-

sional personnel.

Piovide the evaluatioh panels with
'uniform}ranking criteria that will
‘1dent1fy employees with the highest
and 1east potential and those in
between. NOrmally, those having
the lowest ranklncs will have thls

fact made known to them. ’

Provide for periodic review by

~ the Deputy of evaluatioq activ-

ities and results.

lDE§4TW§QBp9Q999P§QO@§,ﬂcer Ser\mfi'ces’ E

(4

the DDNES should forma 2lly be redsn

nated as Career Sub-Groups which =
authorized to retain their present

143 = 2.
structures and “designations

the SPRB concludes that changes mu

be made to improve personnel manage

ment within the Directorate.

- Career Sub-Group representatives

could m2ke up a working study .zroup
serving the SPRB and tasked with th
study of sPecific.issuesvor problem
relative to the.development or dis~
seminetion of ﬁnifbrm evaluatioh
criteria. (lhls process tould cpcu'
after the SPRB review of current-
ﬁractices vhen it is in a poéitién~
fo make iecommendations relative to
establﬁsnlng uniform crluerla'

The SPRB sbould esbabllsh a scnedule

‘for briefing the DDM&S on the re-

sults of evaluation activities for

each Directorate Career Sub-Group.
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In comnection with Management by -
Objectives, the Annual Personnel

Plan and the Personnel Dévelopment

Program, establish Directorate-

wide persomnel objectives.

Estgblish a pfogram and criteria
for the career management of super-
grade personnel at the Directorate
level. .

Create a Directé?até-wide coun-
seling program ﬁh;;h, as a minimﬁm,
will provide for the counseling of

employees as appropriate in the

evaluation process. Also provide.

‘for a wvisible counseling source or

sources that employee§ can go to on

their own initiative in order to seek

Jjob assistance and career guidance,

L

T

|

"Approved For Release 2003/04/29 : GIA-RIP84-0678

Individual offices within the DDMAS
shouldAparticipatevin developing
action plans for implementing Direc-
torate ﬁersonnel objectives related.
to the APP, PDP and éASG; The SPRB
should be the focal pointvfor the

development of these objectives and

should be responsible for monitoring

Directorate progress toward the
attainment of these objectives.
The SPRB should oversee the opera-
tion of a program for the career,

management of supergrade personnel.

Each Career Sﬁb«Group.should be
directed to establish a counseling
service. The CMO and specific'ﬁem—'
bers of career boards or panels
within Career Sub-Groups should be
designated as career counselors.
Eéch cafeer councelor should be pro-~
vided training in counseling>techs
niques. (OTR and PSS/OMS have
developed a pilot course for this .
purpose.) The particulars as to the
operation of the counseling serviée

must be published and disseminated tn

6RE08606BSOEFRTET SUb-Crowps .
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Organize logical groups, below
Directorate level, on_eifher a
grade, function, prograng ete.,
basis which, for their merbers,
will implement the personnel

policy guidances and instructions

of the Directorate.

Establish Directorate standards
for selecting candidates to attend

senior schools or courses, includ-

. ing the requirement that consider-

.ation be given béfore the training
as to how thé trainees will be
utilized after a£tending the
schools or coursés.

Estzblish Directorate policy and

standards for approving external

full-time and part-time training,

including the requirement that
consideration be given before the
training as to how the trainees

will be utilized after attending

8.
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The nced for changes in the present
arrey of Career Sub-Groups can only
be confirmed after further study

and after the SPRB has becomsz thor-

oughly familiar with.ékisting
structures. ‘Special inter-Career
Sub-Group panels could be established
to assume cognizance and responsi-
bility for employees in special
categories should such be esﬁ&hlished ;
after examination of 6ccup@tional |
affinity groups by OP.

The SPRB should develop common sﬁand-

ards and guidances as appropriate

(OTR to provide technical support).

The SPRB should develop common stand-

ards and guidence after receiving
input from each of the Career Sub-
Groups (OTR to provide technical

support).

the Scﬁg&gvgg chugg[ggse 2003/04/29 : CIA-RDP84- 00780R006000050015 7
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11.

12,

13.

o
-
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Establish minimun training stand-
ards for managerial positions and
for cccupational poéitio;s or groups
when training is.considered signi-

ficant for Jjob performance and

employee development.

Provide Ap‘ol.i-c'yv to facilitate
inter-Directorate-transfers and ’
rotational tours.

Establigh procédures and provide

guidance for recomrending Honoxr

and Merit Awards.

11.

w12,

13.

DDM&S should reguire each Career
Sub-Group to develop training pro-
files for their managerial rositions
and other occupational Eroups wnere
training is an integral element in
effective job performance and em-

ployee development. Following the

_review of their rationale by the SPRB

they would be approved by the DDM&S.
The PDP developed by each Career

Sub—Gfoup should include the estab-

- lishment of training profiles for

specific employee groups (by grade
within occupational specialty).
SPRB to consider with staff support -

from OP,

SPRB should be briefed by OP on

the past unevenness of standards for
granting.such awards. SFRB could
%ask:OP to develop proposals for

providing guidance to all components

. within the Directorates. ' .

)

PGS
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15.

16.
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Provide a system for the annual
ieview of supergrade fefsonnel

in Personal Rank Assignments, to
effect corrective actions when
needed.

Develop procedures to handle
potential surplus cases, inéluding
fhé following elements: coun~-
seling, consiieration for re-
training and/or reassignment, and
notificatio;‘of surplus status.
Establish.a uniform grievance prﬁy'

cedure within the Directorate.

.

1h.

15.

16.

ADhETuTe-
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OP to provide periodic tabula-
tions to the SPRB for review. Thé
Board will consider corrective

actions should such be reguired.

A1l Career Sub—Groups should examine,
under the supervision of SPRB, their
procedures for.identifying and
handling surplus personnel to insure
they are consistent with Agency.
régulations and policiés.

SPRB to review current procedures

in uéé by the Cafeer Sub-Groups,

as may be necessary. The Board
will direct that changes be made
if necessary tq insuré that Agency
regulations on this subject are

being satisfied and that a uniform

procedure exists with the Directorate
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